
REPORT 

To: FINANCE COMMITTEE Subject: BEST VALUE SERVICE REVIEW 
(I.T. Services - Desktop Support) 

From: DIRECTOR OF FINANCE 

I Date: 9 ~ N o v 2 0 0 0  I Ref:MG/RMcB 

1. Background 

The Desktop Support section is part of the Production Services function within the I.T. Services 
Division. This section has responsibility for the development, implementation and suppofi of all 
distributed I.T. computer hardware and desktop software in use in all Council Departments. 

The service review of Desktop Support is an element of the third tranche of Best Value reviews 
within the Finance Department. 

2. Review Techniques 

In order to gather the information that would enable the definition and implementation of an 
improvement plan which will provide real benefits to the organisation, a number of key techniques 
were identified. These key techniques form the basis of the service review and are as follows: 

0 Benchmarking analysis of total costs and business practices in consultation with the Gartner 
Group. The Gartner group is well established in the I.T. industry as the premier analytical 
service for accurate performance and cost comparisons among peer group organisations. 

Analysis of Performance Management & Planning Criteria as defined by the Accounts 
Commission. 

0 Customer satisfaction survey. 

Staff survey. 

3.  Review Findings 

The general review findings suggest that Desktop Support are providing an excellent level of 
service at lower cost and with fewer staff than almost all of the organisations selected 
independently by the Gartner Group as being of similar size and complexity. 

The customer survey returns suggest that the end user environment is generally very happy with the 
levels of service provided by Desktop Support and is reasonably comfortable in the use of IT 
systems. 



0 The total cost of owning a desktop PC per user in NLC is 58% of peer group average i.e. almost 
half the cost. 

0 66% of the 290 user survey returns received feel that desk side support is either good or 
excellent. When compared with the benchmark average of 50%, this suggests that the support 
being provided in this area is fulfilling the needs of the user base. 

4. Improvement Plan 

All elements of the service review were considered in preparation for the creation of the 
improvement plan, including peer group benchmarking, customer surveys, staff surveys and cost 
and business practice analysis. 

The following have been identified as areas for improvement within the section: 

Corporate IT Asset Management & Software Licence Control 

0 Platform Standardisation 

0 Domain Consolidation & DHCP 

0 Technical Telephone Support Help Desk 

The attached report provides an Executive Summary of the Best Value Service Review for I.T. Services 
Desktop Support. This review forms part of the Council's Best Value Regime - Third Tranche. 

A full copy of this report is provided in the Members' Library. 

5 .  Recommendation 

The Committee are asked to note the contents of this report. 

DIRECTOR OF FINANCE 
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1. INTRODUCTION 

1.1 Executive Summary 

The service review of DesMop Support is an element of the third tranche of Best Value 
reviews within the Finance Department. 

All staffing, business processes and costs were examined during this review and compared 
against recognised industry best practice. An improvement plan will be borne of this 
examination and will be implemented on acceptance of the findings of the review. Reviews of 
performance to this improvement plan will be carried out on a regular basis (six monthly). 

Service Under Review - DesktoD Suoeort Section 

The Desktop Support section is part of Production Services within the greater I.T. Services 
Division. This section has responsibility for the development, implementation and support of 
all distributed I.T. systems in use in all Departments Council wide. The following bullets 
summarise the main technology areas under the control of the Desktop Support team: 

Desktop hardware and software platform design. 
Distributed file, print and application server design and support. 
Corporate Email system development and support. 
lnternet service design and implementation. 
Anti Virus application development and implementation. 
Departmental 1.T. strategy advice. 
Distributed systems security policy definition. 
New technology evaluation and reporting. 

The current staffing allocation within Desktop Support is fourteen, made up of one Desktop 
Support Manager, four Senior Support Officers, five Support Officers and four Support 
Technicians. This allocation is supplemented as required by retaining short term contract staff 
to assist with software rollout and upgrade work. 

Help desk support for desktop PCs and all distributed I.T. systems is provided on behalf of 
Desktop Support by a third party organisation (Altor-ICM). This contract is subject to a strict 
service level agreement which is monitored and enforced by the Desktop Support Manager. 

North Lanarkshire Council does not prescribe staffing levels on the external help desk support 
contract. Altor-ICM are required to perform to the defined service level agreement and must 
ensure that all help desk calls are completed within the defined parameters. Any failure in this 
area may result in financial penalties being imposed. 

Reasons for Selection 

It is intended that all areas of I.T. Services carry out reviews of service as part of the North 
Lanarkshire Council Best Value initiative, to enable the definition and implementation of 
continuous cyclical improvement plans in each area. 

Desktop Support has been selected as the next largest section after Business Systems, who 
carried out their initial review as part of the second tranche of Finance Department Best Value 
service reviews. 

Taking into consideration the fact that the Desktop Support section presides over a very large 
annual spend on hardware and software technology on behalf of all Departments, it is felt that 
the implementation of an improvement plan in this section may provide significant benefits for 
users across the Council. 
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Review Techniques 

In order to provide the information that would enable us to define and implement an 
improvement plan that would provide real benefits to the organisation, a number of key 
techniques were identified forming the basis of our service review, as follows: 

Benchmarking analysis of total costs and business practices in consultation with the 
Gartner Group. 
Analysis of Performance Management & Planning Criteria as defined by the Accounts 
Co m m issi on. 

0 Customer satisfaction survey. 
0 Staff survey. 

Benchmarking 

The benchmarking analysis section of the service review involved the collection of a large 
amount of data under the following headings: 

0 

IT hardware and software purchase costs over selected period. 
Costs of the provision of all operational IT staff including official IT support and external 
contracted support. 
Costs of all related administrative staff. 
Costs to organisation of identified system downtime. 
Costs to organisation of end user IT operations, including user self support. 

The Gartner Group provided the organisation with a model into which all of the collected data 
was entered. This model was then sent to Gartner to enable them to compare it with a 
targeted peer group of like sized organisations in a similar industry sector. 

On completion of the benchmarking comparison process, Gartner were able to provide us 
with a presentation of their findings with recommendations on areas that could form part of 
any improvement plan. 

Accounts Commission PMP 

To assist with the analysis of general business and management practices within the Desktop 
Support section, the Accounts Commission Performance Management & Planning Criteria 
statements were used as a framework against which the collected benchmarking and survey 
data could be compared. 

The PMP criteria are in the form of ten statements of intent. Included in the review 
documentation is an explanation of how the Desktop Support section intend to achieve the 
aims of each statement. 

Customer Satisfaction Survey 

A major customer satisfaction survey was distributed to all Departments. 290 returns were 
received and forwarded to the Gartner Group who were able to compare our user returns 
against their collected database of similar organisations. 

As well as providing us with invaluable general information on how the section is perceived 
throughout the organisation, we were able to compare our performance against similar 
organisations in the Gartner Group database. 

Staff Survey 

A short staff survey was carried out to provide us with information on a number of areas, 
including how good a level of service we feel we provide to our customers. 
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Review Fi ndi nas 

The general review findings suggest that Desktop Support are providing an excellent level of 
service at lower cost and with fewer staff than almost all of the organisations selected 
independently by the Gartner Group as being of similar size and complexity. 

The customer survey returns suggest that the end user environment are generally very happy 
with the levels of service provided by Desktop Support and are reasonably comfortable in the 
use of their IT systems. 

The following statement was produced by Gartner as part of their presentation of findings: 

“The procurement for and management of the environment in the scope of this study is 
carried out in a highly professional manner that is reflected by the well controlled 
costs. It can however be improved by taking a more holistic approach to asset 
management that includes the entire lifecycle of resource. ” 

This statement is high praise from an organisation involved in benchmarking analysis of IT 
industry best practice on a global scale. The statement concerning asset management has 
been considered and an element of our improvement plan is designed to address this. 

Benchmark Findinas 

The following bullet points summarise other findings of the benchmark analysis with the 
selected peer group organisations: 

The total cost of owning a desktop PC per user in NLC is 58% of peer group 
average i.e. almost half the cost. 
NLC support staff look after 75 users compared with 52 in peer group average i.e. 
we have less staff looking after more users. 
Indirect costs, including downtime and end user self support are 50% of the peer 
group average i.e. we have less downtime and less need for user self support than 
the peer groups. 

Customer Survev Findinas 

The following graphs have been produced from data contained in the customer survey returns 
and provide an indication of the quality of support as perceived by our end users: 

This shows us that 66% of users surveyed feel that desk side support is either good or 
excellent. When compared with the peer group figure of 50% for the same points, this 
suggests that the support being provided in this area is fulfilling the needs of the user base. 
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The following graph compares the response of North Lanarkshire Council users against the 
Gartner Group database of responses from other organisations on the question of quality of 
telephone support: 

This graph shows us that 45% of users who responded feel that the quality of telephone 
support from the help desk is either good or excellent, compared with 37% in the peer group 
average. 

This figure is good when compared to the peer group but has been targeted as an area where 
improvements can be made and as such features in our improvement plan. 

Staff Survey 

The following graphs show the responses to the five staff survey questions: 
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Improvement Plan 

All elements of the service review were considered in preparation for the creation of our 
improvement plan, including peer group benchmarking, customer surveys, staff surveys and 
cost and business practice analysis. 

The following headings have been identified as areas for improvement within the section: 

4 Corporate IT Asset Management & Software Licence Control 

Platform Standardisation 

4 Domain Consolidation & DHCP 

Technical Telephone Support Help Desk 

Corporate IT Asset Manaaement 

The need for improvement in the area of asset management is one that predates this review 
and has been discussed on a number of occasions. Gartner Group have highlighted this as 
the one major area for concern in the section and as such we intend that this area be our 
main priority on the improvement plan. 

The intention is to address this area as a part of the major tender currently under way in the 
section to renew procurement and support contracts. It is hoped that as part of any service 
provision, we can include a management service of all hardware and software assets. 

In conjunction with general asset tracking, discussions have been held with FAST (the 
Federation Against Software Theft). These discussions have produced a recommendation 
that we subscribe to the FAST Audit Certification scheme. This certification is the first 
scheme to recognise excellence in software management and contributes towards BS7799 
accreditation. 

Platform Standardisation 

It is generally accepted throughout the IT industry that distributed systems standardisation 
can provide major cost savings and user benefits in the form of reduced support costs and 
user downtime. 

The Gartner Group have agreed with our assessment with their statement on “Complexity 
Creep”. 

The three main areas of continued standardisation of our distributed systems are as follows: 

4 

Standard NT 4.0 desktop PC build in all Departments 
Departmental domain consolidation to single NORTHLAN domain 
Automatic system based IP address allocation and control - DHCP 

Standard NT 4.0 Desktop 

What we mean by a standard NT 4.0 desktop, is that we will source hardware from a single 
“Tier 1” manufacturer, currently Compaq. We will install the same version of operating system 
and application software on all Departmental PCs and we will design a scripted build of the 
relevant applications for each Department. 

It should be noted that there will always be small pockets where unique application builds are 
required perhaps running on non standard operating systems. These systems will continue to 
be supported by Corporate IT staff. 
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The following chart details the current position on NT 4.0 standardisation: 

From this chart it can be seen that a number of Desktop systems are running Microsoft 
Windows 3.1 1. One of the elements on our improvement plan will be to ensure the continued 
drive towards standardisation resulting in all distributed systems up to the minimum hardware 
specification being upgraded to Microsoft Windows NT4.0. Targets and timescales are 
defined in the improvement plan document. 

Domain Consolidation 

NT domains are a technical concept that we needn’t go into in a great deal of depth. Basically 
the more NT domains you have set up in your distributed computing environment, the more 
complicated your setup becomes. This leads to an increased overhead on system 
administration and an increased potential for user downtime. 

It is widely recognised that a move to a single domain structure would bring benefits of 
simplification and ease of support. Our own internal experts have recommended that we 
follow this path and have been supported in this determination by consultants from Microsoft. 

This process is intended to start first quarter of 2001 as shown on the improvement plan 
document. 

DHCP 

As with domain consolidation, DHCP is a technical concept that when implemented will give 
us a much simplified distributed computing environment and a reduced support overhead. 

In conjunction with the NT Domain consolidation exercise, it is proposed that we implement 
Council wide DHCP (Dynamic Host Control Protocol). This allows each hardware device 
throughout the organisation to automatically receive an IP address on system boot. The IP 
address of each device provides a unique identifier for all system devices in the organisation 
to allow other hardware devices and software applications to differentiate one device from 
another. 

It is intended that this process be implemented in conjunction with the domain consolidation 
exercise and as such target project dates will be the same. 
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Technical TeleDhone Suwort Help Desk 

The current Help Desk facility has evolved over the last three years to provide distributed 
systems support within a strictly defined Service Level Agreement. The current external 
organisation providing this service are performing well within the defined service levels. 

This having been said, it is also a fact of the current service that all calls are visited in person 
by a technical resource. Desktop staff have carried out a pilot evaluation of the ability of 
technical staff to resolve end user software problems without the requirement to visit the end 
user at their location. A number of remote tools are available to allow technical staff to carry 
this out. The following chart shows data from this pilot: 

This chart shows that of 106 calls included in the pilot, 79% were able to be resolved without 
the need to visit the end user on site, and that 40% were resolved by talking the end user 
through their problem without any use of remote technical tools. 

This suggests that given good levels of technical expertise on our Help Desk, we could 
provide our users with problem resolution times further enhanced on current levels. It is likely 
that given the reduced need for travel and the related expenses, that support costs could be 
reduced. 

The intention is to address this area as a part of the major tendering exercise currently under 
way in the section to renew procurement and support contracts. It is hoped that as part of any 
service provision, we can include an element of telephone support thus enhancing current 
end user support. 

Targets and timescales for this proposal are included in the Improvement plan document 
which follows. 
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lmpro vement Plan 

NI<: For column 3. dist 

1. Define and 
implement a 
lifecycle asset 
management system 
to include software 
license control. 

2. Complete desktop 
software standard 
build across Council. 

3. Complete Domain 
Consolidation and 
DHCP. 

4. Implement a 
Telephone based 
technical Help Desk 

This improvement has 
been chosen as the major 
finding of our benchmark 
exercise. PMP 5 / PMP 8. 

This has been chosen as 
part of the ongoing 
improvement process. 
PMp2 / PMP3. 

This is also an ongoing 
improvement process 
within Desktop. PMP2 / 
PMP3. 

This has been chosen as a 
result of feedback from the 
user survey. PMP 21 PMP5 

Improvement will provide 
us with clear information 
on all NLC owned assets. 
This will enable us to 
better control costs for 
support and procurement. 

This improvement will 
give us a cross Council 
standard which will allow 
us to save on support and 
training initiatives and 
improve in house Council 
communications. 

This improvement will 
bring all NLC users under 
a single Domain structure 
providing a more stable 
operating environment. 

This improvement will 
enable us to enhance the 
support service to the end 
user community delivered 
via the Help Desk. 

Included in current tender 
process to be implemented 
by lst April 2001. 

It is intended that all 
systems up to specification 
will be upgraded by end of 
Dec 2000. 

It is intended that this 
process start lSt quarter of 
2001 to be complete by end 
of 2001. 

It is intended that this start 
after tender selection of 
appropriate orgaqisation on 
lst April 2001 and will be 
phasedin by end of 2001. 

Asset register will 
become a meaningful 
tool providing us with 
info on current hardware 
and software deployed. 

We should see reduced 
Help Desk calls and 
related drop in support 
costs. 

This improvement will 
reduce requirement for 
Departmental based 
systems administration. 
This should free staff up 
to carry out other tasks. 

Help Desk Call 
resolution times will 
drop. User survey 
responses will improve. 

Part of Tender 
document for 
Desktop Services. 

Monthly Reports and 
Desktop Project 
Plans. 

Monthly Reports and 
Scheduled Work 
project Plans. 

Part of tender 
document for 
Desktop Services. 


